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Is your organisation a “Compliance Company” or a “Creation Company”? This was the provocative and thought-provoking question posed in this session. 

Today’s business challenge is to recognise and realise the full potential of every organisation. However, if we continue to lead and manage our organisations in the same way as we have always done, we are going to get what we have always got. The call to lead and manage in a totally different way - to transform “western management”- was first issued by W.Edwards Deming (Ref. 1). Some have cherry-picked from Deming’s ideas but few have attempted to transform management along the lines that he proposed. 

Most organisations continue to be run in “the old ways” based on “old psychology”,“old science” and “old management” principles. (As Russell Ackoff points out most business schools are part of the problem because they still teach “old way” approaches)  However more and more iconoclasts of our era, from different fields and domains, are backing the need to transform management thinking. Tom McGehee (Ref. 2) is one of many calling for a change in our thinking. He calls the transformed organisation a  “Creation Company” and the old-style organisation a “Compliance Company” - terms that for convenience I will use also. 

Compliance Companies, whether they realise this or not, erect barriers to change and innovation by insisting on control of information, resources and decision making in order to preserve the status quo. In such companies (which remain the vast majority) people have never been trusted to supervise themselves and inspect their own work. People are never able to do their best efforts because the management systems get in the way.

Two important questions are posed in this presentation. The first question is focussed on the Organisation and is about what Organisations need to do to become “Creation Companies”; the second question is focussed on the individual and creativity. 

First Question: -  What makes a “Creation Company”?

A Creation Company can be thought of as a place (business) where the work systems, work processes, work culture, work management and work leadership are aligned with people and how people work best. Where such alignment occurs this can lead to extraordinary results. When the systems do not get in the way of the work, human spirit and human joy and passion unfold. When alignment happens between people and systems, the work can “flow”, unimpeded by artificial constraints, boundaries, controls or hierarchy. When the work is aligned with how people like to work, then every person (rather than the select few) is able to perform at their very best, such that everyone has the opportunity to produce extraordinary results. When there is such alignment, individuals have a sense of control or influence over the work and a sense of responsible for their own work

Fundamental Principles for creating a Creation Company

McGehee says there are three fundamental principles for a Creation Company (and ANY company can generate the excitement, energy, confidence, and audacity of the “whoosh” of a Creation Company by subscribing to these three fundamental principles):

1) a leadership style free from command-and-control principles

2) a corporate culture that values individual expression and collaborative work

3) An understanding that success means creating the new not replicating the old

In addition to these principles I would add that Creation Companies also:

4) Inoculate themselves from the seven deadly diseases of management (2), which are endemic “diseases” in compliance companies.

5) Apply the principles of “New Psychology” and “New Science” to “how we do things around here”. This includes continually applying new knowledge (as it is acquired) about the brain, the soul, learning, and human potential etc

Some differences between Compliant and Creation Companies:

COMPLIANT Company
CREATION Company

Leadership Style

· Command and Control

· Order maintained by Policies and Rules

· Competitive Internal Departments leading to sub-optimisation

· Focus on Activity and the need to work faster, and measuring the things that can be easily measured but may not be that important

· Asking people to improve but not giving them the method or means by which to do so (carrots and sticks offered rather than a method)

· Lack of Trust (Old Psychology suggests that people cannot be trusted -extrapolated from the 1% or less who can never be trusted)

· A Blame (and Fear) Culture. Asking, “who went wrong”  (If things are not working, look for what the people are doing wrong and then give them a rollicking). Little opportunity to learn in a Blame Culture

· People (particularly the leaders) confuse models with reality

· The valued thinking is “Expert Mind”

· Risk Avoidance

· Black and White Thinking
Leadership Style

· Freedom from Command and Control

· Order maintained through Principles and Relationship

· Co-operative, Whole System approach (optimising the whole)

· Focus on outcomes and improving outcomes. Aware that most of the important things can’t actually be measured through “activity”.

· Allowing people to improve the systems and processes by giving them the methods and resources by which to achieve the improvement

· Built on Trust (New Psychology suggests that people can be trusted - extrapolated from the 99% who given the right conditions can always be trusted)

· A No-Blame Culture. Asking “what went wrong”(If things are not working, find out which processes need to be changed. In a no-blame culture the business can learn from mistakes

· People understand modelling and use many models

· The valued  thinking is “Beginner’s Mind”

· Opportunity seeking

· Multiple Possibility Thinking

Psychology has always been important 

In both types of Companies, psychology (i.e. our understanding of or beliefs about human behaviour) has always been an important factor in “how we do things around here”. Psychology thus underpins the workings of both the old and new style company paradigms. The Psychology of Compliant Companies is “Old Psychology” (behaviour that is predicted primarily from studies on starving animals or unhappy human beings - Ref.3 – see also Kohn). The Psychology used by a Creation Companies is “New Psychology” where people behaviour is predicted from the studies of animals that were happy and cared for, or from research on human beings that are living happy and fulfilled lives. 

Note that nearly all textbook psychology is “Old Psychology” – so you won’t get this stuff from a psychology book. Most business advisory groups (like Business Link in the UK) also still promote business systems based on old psychology and indeed their own organisational structures and processes are rooted in old psychology. Most Government strategy on influencing business and services is based on old psychology and even most business consultants (including those who profess to be thinking outside the box) are often using “old psychology” techniques and theories. 

The following table shows some of the fundamental differences between New and Old Psychology approaches.

Some Differences between New and Old Psychology approaches

COMPLIANT
CREATION

Old Psychology (this includes)

· (extensive use of) Extrinsic Motivators (Carrot and Stick)

· People Treated like children (heavy on rules and regulations)

· External Targets set from above (nearly all are arbitrary!)

· Blame culture. Whose fault? Whose head must roll?

· Many of the Seven Deadly Diseases of Management are present in Compliant Companies
New Psychology (this includes)

· (Mostly) Intrinsic Motivation

· People Treated like adults (owning the work principles)

· Goal setting by the people  (seeking alignment with the leaders goals)

· No Blame culture. What happened? What can we learn?

· Cured, or nearly cured, of the Seven Deadly Diseases of Management 

In many ways the Old Psychology is the Psychology of the exceptions - the study of the minority studied under unusual or poor conditions. New Psychology is based upon understanding how the majority will behave under good conditions. So Old Psychology does hold true under stressful or fear conditions, and likewise New Psychology holds true under joyful and happy conditions.

The New Psychology embraces ideas like those of Glasser (Choice Theory), Kelly (Constructive Alternativism) and Griffin and Tyrell (Human Givens approach). New Psychology is congruent with Kohn’s research on Co-operation and Motivation; Dweck’s research on “Self-Theories” and Deming’s ideas on the transformation of management

The concepts and research from the “new science” thinking challenge current thinking (theories-in-use) and challenge some sacred beliefs and ethos about how  best to do good business. Creation companies (whether they realise it or not) embrace new psychology and new science ideas. This thinking is in line with other iconoclast thinkers of our time such as, Russell Ackoff (Systems Thinking), Edward de Bono (Design Thinking), Mihaly Csikszentmihalyi Flow Thinking), and Eric Jensen (Brain-Based Thinking)

Summary

The focus of Compliant Companies is on “conformance”. Compliance is maintained through the rules and structures, the management mechanism is mainly command and control, there is a blame culture for mistakes. Conformance (to standards and best practice) is a cultural principle. 

The focus of Creation Companies differs, in that the people have guiding principles rather than rules, there is a noticeable freedom from command-and-control mechanisms, there is a no-blame culture, and there is continuing positive change and joy in the work.

The second question posed at the start of this presentation was “What type of person produces creative ideas and under what circumstances do creative ideas happen?”. If we look at research about how and when people are creative, we can begin to see why the working conditions of the Creation Company promotes creativity and leads to extraordinary results (and why the working conditions of the Compliant Company provides obstacles to this)

What type of person produces creative ideas?

We can all be creative and we can all learn to become more creative. But what do we know about people who produce the really big creative ideas? In a landmark study, Csikszentmihalyi looked at the personality characteristics of ninety-one exceptional people (each of whom had made a difference to a major domain of culture). What he found (Ref.4)was that these creative people had complex personalities. So if the question was "are they introvert or extravert" the answer was both (this has implications for “old science” personality questionnaires that assumes an either/or approach to personality). What he found was that creative people could be both energetic and restful; smart and naïve; playful and disciplined; fantasy oriented and reality grounded; extrovert and introvert; humble and proud; masculine side and feminine side; conservative and rebellious; passionate and objective and could “suffer” yet enjoy what they did.

Thus for creativity to blossom in the workplace, we need to value complex personality, not expect people to fit into neat boxes. Indeed we need to allow people to “be themselves” and to honour the uniqueness in everyone.

Under what circumstances do creative ideas happen?

Here I will touch upon the work of Herbert Benson (Ref.5) and some more work from Csikszentmihalyi. Csikszentmihalyi’s earlier work on the psychology of happiness had coined the word “flow” (others refer to this as “being in the zone”) a state of relaxed focus attention when humans can achieve extraordinary results with minimal effort. In his current research on creativity Csikszentmihalyi links the conditions for flow to the conditions for creativity.

Some of the conditions for “flow” to occur are in the table below

CONDITIONS for FLOW

(1) Clarity of Purpose

(2) Rapid Feedback

(3) Balance between Challenge and Skill

(4) Distractions are excluded

(5) No worry of failure

(6) Ego is not present

(7) Autotelic (the task is an end in itself)

Some features of the flow state::

Action and Awareness merge into one

Time is distorted

In the Compliant Company many things are happening to prevent this human condition of “flow”. Arbitrary targets destroy (1). Annual appraisal is the antithesis of (2). Setting challenges to achieve targets without a method (skill) to do so upsets (3). Supervision, having your “activity” measured and arbitrary targets provides major distractions for (4). A Blame culture sabotages (5) and (6). Extrinsic rewards sabotage (7)

Herbert Benson’s early work was on the “relaxation response” and he was the first western doctor/scientist to study the abilities of eastern yogis. His recent work has been on what he calls the “breakout principle” - what happens when people get their “ah-ha” moments and make a breakthrough in their thinking. What he shows is that in most cases there is first a period of intense mental struggle with a task. (Activity and task merge much like Csikszentmihalyi’s “flow”); then there is a period of “release” of deep relaxation and this release leads to the breakout point or the “peak experience”. (Benson has demonstrated that under these conditions the brain produces “puffs” of nitric oxide. Zohar has shown this is associated with the production of “coherent” brainwaves)

In conclusion.

If we want all our Organisations to all become Creation Companies then we have to understand the working conditions in which human spirit is released and creativity unfolds. In a nutshell, we have to learn how to put the joy back into work. In order to do this we need to transform management and leadership (including that in Government!). Putting resources into transforming management along the lines discussed will be the most cost-effective thing we can do to bring creativity into work. Such transformation in the work conditions will allow every worker the opportunity to achieve extraordinary and innovative results and every company can become a Creation Company..
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